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. A major- aspect of ‘the UNISIST Programme is the develo
: : resources basic to the planning and operation of pre

,/ : . ‘ .
'%n//;f manpower -
ept/and fyture

/.

. inforggtion systems and services. Priority in this/ared is being
given to the .training of information science teacye ¢/And the
training of- administrators and-managers of ﬁnfor/; jon systems and
, services. In coricentrating on projects related posthese two , " .
. . . categories of personnel, it is hoped to achi & "multiplier effect"
e . as recormended by -the UNTSIST Ad Hoc Committe n.Education and \

Training Policy and Pregramme.

In vesponse to the increasing demand fy m-/Member States, especially.

from-developing areas, for the trainipg of managers and as a follow-

up to the suggestion of the UNISIST q/ oc Committee on Education

and Training to develop curriculum aterial and guidelines which

would help deve]oping‘countriés d¢sign and conduct their own

) courses, Unesco requested Prof. Paul Wasserman, College of Library

and Information Services, Univefsity of Maryland and Prof. John R.

* Rizzo, Department of Managemept, Western Michigan University, to

/ work out a topical outline f r/tourses in administration for managers
of information §frvices and/a, set of guidelines for designing and

4 impTementing such courses ,Bgth authors possess a rich experience

in this field, not only through their involvement in the Library

- Administrators Deve]oi?ﬁﬁy’Pngram which they have conducted for a

number of years at the/University of Maryland College of Library

and Information Servides, but also through a wide series of similar
courses.held in.diff¥rent regidns of the world in response to the

needs of developing/countries. More\specifically, the two UNISIST
coeurses for managers of information systems which they conducted in
Mexico and the Philippines respectively served as a basis for ‘
preparing the present outline.. - d

Following the. practice adopted within the-UNISIST Programme, the
draft of the present document was circulated for comments among a .
number of €xperts from developed as well as developing countries -
and their cyiticisms, ideas and suggestions for improvement have

g

been taken/account of in the present final version. . .
/ ‘ 3 .

French and Spanish édabtations of this outline are in preparation.

v a.’ ) M 13
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A, APurbose and Scope of the Present Manual

.
~

-
[

. OUTLINE FOR A°COURSE IN ADMINISTRATION FOR MANAGERS
OF INFORMATION SERVICES AND CENTERS

Al

SECTION I

GENERRE\JNTRQDUCTION

s

In every region of the world very gredt advances have occurred in

recer’t years in educational, social, and technical fields. As a
_result, the size and variations of library and information activities
~have grown s1gn1f1cant1y. Increased attention ‘and effort has been
given to modern seryices, contemporary technological applications, -
and the formation of new national and international efforts in
information work. Such activities profoundly influence organizational
patterns, and dramatically impact on those who hold responsibility

, for managing or developing informaton organizations. Information
*service managers are confronted with rapidly growing demands for

improved and more sophisticated systems and services. Library and
information organizations are changing from simple to more complex
agencies which are controlling increased work forces and larger

* scale financial.resources. Because of these developments, 1ibrary

and information organization managers now assume administrative

“responsibilities far more demanding than those of an earlier period.

Herein lies tHe rationale for the offering of workshops and seminars

-in management for the training of-administrators of information

services and centers. The present work is a set of guidelines for
use by-those who would hold responsibility for planning, developing
and offering such training_.efforts.

Assumptions of This Course in Administration.

3

The type of course detailed here is built up&n the assumption that
those who hold or’'will come to hold senior administrative responsi-
bility in information organizations of all types must be reoriented
in theirroutlook from the spec1f1c and technical problems of
1nformat1on to the central issues of organizational management if
their organ1zat1ons are to be effectively led. The conceptual basis
of the course is founded on the assumption that the basic know]edge,
¢kills and methods 6 administration which have been developed in
business and industry, and in public administration along with the °
supportive body. of knowl edge about human behavior which support such
practice, are equal]y important and applicable for those who practice-
adm]q1stra§10n in Tibrary and information organizations.

>

The present manual therefore identifies key elements for the type of
workshop designed to present and to develop the mapggement skills of
such #nformation personnel. The program content and elements should
be offéred in an env1ronment conducive to learning and interaction.
It should allow for the examination of theories and concepts and
provide problem solving situations ceéntral to the management role
for <direct translation into the m1]1eu of the adminiStrator of an
information organization.
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C. Baekground‘and Experience Lead1ngﬁto the Preparatwon of the Manua]

The concept of management preparation for 1nformat1on organ§zatﬁon
administrators i3 not a new oné. For a number of years, many
individuals have availed themselves-of formal and informal oppor-
tunities to "improve their knowledge and skills and to advance their
. understanding of managerjal questions-and manager1a] techniques.
.But the preparat1on of the present’ set of gu1de]1nes has its
inspiration in a sequence of“®vents beguh in the summer of T967 at
the University of Maryland, when for the first time a two-week workshop
sequence for- practicing library administrators was orgamized by the
College of Library and Infdrmation Services. In 1967 it was
becoming apparent that the respons1b1]1t1es of the management role i
1ibrary+and information organizations in North America were a]readyf
such that it was necessary to.provide additional training for -
. individuals assuming such roles. The demand existed for, sk11]s, '
, ‘stechniques and perspectives which would enhance their ab1]1ty to
* perform, not as 1ibrary experts, but rather as managers. By then
it was a]ready clear that the hormal career progression of those who
hold senior responsibility reflects a continuous progression from . = .

technical information responsibilities to the assumption of. additional

aam1n1strat1ve respons1b1]1t1es.

Begun in the summer of 1967, .the Maryland L1brary Administrators .

Development Program has contlnued each year as a two-week program.

‘.s," It brings together tﬂ?rty to forty senior administrators, and . ,

concentrates upoh the principal areas of administration. From the
outset,~the .seminar has offered sessions treating the characteristics
"of comp]ex organizations, interorganizational relationships, probiem
solving, leadership, motivation, formylation-af objectives, personnel
relations, decision-making, financial planning and contrel, pgrformance

the 1mp1ementat1on of change. * Through the ten-year history of this
effort, more than "$30 administrators of library  and information
organizations in North America, as well as from other parts of the,
'wor]d have exper1enced the sequence. ‘ A f
In 1974, following d1scuss1ons with officials of UNESCO in charge ‘f
UNISIST, it was felt that a useful experience would be to include
several UNESCO Fellows granted under the UNISIST program drawn fro%
developing countries in the regular Maryland program offering. ThHs
_ was seen to be an effective method of determining whether the [
program'wou]d have value for the training of managers from deyeloping
countries. Three sponsored participants were drawn from Co]omb1a,
Turkey, and Nigeria. That same year, Consejo Nacional de C1enc1a;y .
Tecnologia (CONACYT) in Mexico, sponsored a fourth: participant. This
experimental panel participated in the course and evaluated the |
concept and content of the administrators program and its utility|for
individuals from developing nations. The determination was that y1t!‘
modification and allowance for geograpfiic and cultural variations,
the concept of management workshops for the information field in the
develaping regions of the world was essent1a1]y sound and needed./

( appraisal, the impact of techno]ogy on information organ1zat1ons, and

<

Accord1ng]y, in June of 1975 affWo-week management workshop was !

. conducted in Mexico under UNISIST/CONACYT auspices for individuals -

: drawn from countries in Latin America. The authors of the present
report served as program directors and shared faculty responsib111t1es
with Mexican personnel. In’'June of 1976 in the Ph1]1pp1nes, under
UNISIST/National Science Development Board (NSBD) auspices, a second
workshop was conducted for information personnel from South East ‘Asia.
This seminar was also directed by the authors who again shared
faculty responsibilities with. colleagues drawn from.the Philippihes.




D.

With the increasing development of information organizations at
national, international and regional levels, the need for suitable
management competence continues to grow. The rate of inquiry
about available’administrator workshop and training opportunities:
has accelerated. It was in response to this universal interest
that UNISIST offitials invited the authors to prepare_ this
out11ne :

S -
4

The present manua] naturally ref]ects experiences with the Maryland
program and with the two regional offerrngs conducted under UNISIST
sponsorship. Its purpose ‘is not td serve as.a substitute for -
effective and experienced local planning, Rather” it - points out,
more 1mportant problems ‘and opportunitiés, and attempts to identify
and suggdest approaches to the sucsessfu] conduct of a management .
. seminar. - C .

Orijentation of the Present Coursef ' oA

There are a number of ways in wh1ch the topic of management may be
approached The present outline’ treat§ the subject in a particular
way. Essent1a11y, it builds on the acceptance,of the universa]ity
of the administrative process. Seen thus, organizations are

viewed to be very similar, even though their products, programs and
seryices may be different, and even though there are po11t1ca1
cultural and env1ronmenta1 characteristics which vary in different
" regions and under different circumstances., The seminar .is designed
., for the non-specialist; that is, the practicing information or+
Vibrary person who has not concentrated academically or forma]]y

in management, but rather in the information field.

One essential thread which runs through the fabric of the cqurse is
its attention €0 the behavioral er—human aspects of .administration.
Thus, the course is behaviorally oriented, concentrating heavily

+ upon the management of human beings in ways which enhance and
improve organizational efficiency and effectiveness. .Because of
the stratégic _importancg of financial and budgetary gatters, these
issues are prom1nent]y treated as well. Each of the top1cs is
considered in the context of contemporary developments in the
library and information world, and as part of the political and
cultural settings in which such organ1zat1ons are advanc1ng

Numerous topics of importance to mandgers (operat1ons research,
statistical methodology, marketing and public relations and many
others) are not included iln the present course. Because of the
Timits on possib]e‘coverag within the two-week time span of the
workshop, judgments were.necessary about;which subjects were most
essential. The exp&rience \with earlier efforts, the assessments
of relevancy of past part1c1pants, and the need for ma1nta1n1ng
the integrity of the substant1ve content‘1ed to the final se]ect1on
of, program topics.
“"As will become more apparent from cons1derat1on of the- sect1ons on
instructional methods and subjects covered in the course, the
offering blend® theoretical elements, conceptual issues, and
application of techniqués and sk;]]s It orients participants to
practical methods and tools, .as well as to managerial attitudes
and values. Furthermore, because of their detachment from their
normal work-a-day roles, participants are helped to identify
ches /to the solution of their organizational problems, and
volve a more sophisticated awarenass of their responsibilities

and the adm1n1strat1ve implications of their positions.

8




The two-week offering which the present outline describes provides

' for a combination of formal and informal, experiences. Instructional
methods are varied. Evening sessions and‘informal, discussions '~
between faculty and participants, -and between participants them-
selves help to relaté the content and experiences of the program
to the participants' personal needs. Thé nature of the .&xperience
in'working and.living together during'the workshop encoyrages
sharing and comparing with others. Each individual. undergoing )
such a training experience has ample opportunity for self-improvement
and expression within the environment of a group ‘of purposeful
colleagues drawn from comparable work settings. Such interactions
«yield often as much benefit and contribute to program effectiveness
_as the formal sessions. : _ : ’

-

E. Topics to be Treated

Among’ the topics treated in the present outline are the following:

.~ Participants - Characterisfiés and Selection; Methods of Instrgction;
Qualifications of Directorfs) and Faculty; Arrangements, Facil¥®tes
and Program Ambience; Proposed Topical Outline, Elaboration and
Definition of Content; and the supportive recommended bibliographies.
It shobld,be noted that general questions relating to ‘(a) planning
and offering-of workshops, and seminars, and (b) program ev?luation,
are both thorpughly covered in existing UNISIST documents.
Consequently these topics have réceivéd only ‘passing mention in the ’
present work. ‘ T o, ",

. . f
R

F. Ways ta Use_the Present Work . . ) .

- . . r . T 2

The guidelines provided -herein are intended~;d assist program planhers
and workshop directors to avoid- problems*and to take advantage of,
opportunities. The information is Based upon experignce ,gained over
a-number of years in conducting .management seminars for -information
personnel. This publication attempts to anticipate questions by
pointing out what has been Tearned only after miach effort, and
continuous experimentation, modification” and adaptation in program
lines and in teaching methods. Still, these guidelines are not’
-sacred. They are clearly subject to adaptatigh and variation based
upon particular circumstances, and are 39¢ intended to be seen<as
-rigid ar inviolate. The insjights and sdggestions are based upon
practical experience. . - . )

No guidelines can ever stubstitute for a skilled and talented faculty,

a well selected body of interested and compatible participants, or
.a pledsant and well equipped seminar center. With these three

ingredients in effective combination, results can be highly 5
- favorable, but a failure or limit in any will take its toll upon
program effectiveness in spite of the finest outline., Essentially,
" the present manual seeks to &ffer a suggested program and sy1labus )
T T TTofer @ fianagement of fering,| and to share perspéctives omother T o T T
considerations which bear-upon the successful conduct of such a

* « training sequence. ”'

-

. ot
- . L)

~

Tatherton, Pauline, UNISIST Guidelines for the Organization and
Training Courses, Workshops and Seminars in Scientific and Technical
Information and Documentation, UNESCO, Paris, France, April 1975. SC/75
WSf29. See also, Lancaster, F. Wilfred. UNISIST Guidelines for the
Evaluation of Training Courses, Workshops and Seminavs in Scientific/
and Technical Information and Documentation, UNESCO, Paris, France,
Rugust 1975. SC/75/WS/44. :

. ) . ‘° . . 9
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o . Another important proviso, particularly in instances when the course . '
is sponsored by the UNISIST program, is the need for pre-conference
", interaction between foreign and local planners and faculty. * Such
) pre-confererfce meetings are $sentidl to clarify program details
. . and to assure a common understanding. .

‘ 3
[ - .

"6 Acknoiledgement of AdVisory Board and Their Critiéues , -

. . .~ . TN
. As with all such efforts it is impossible for those very close to
the subject matter' to gain the necessary perspective. For this
reason the authors are very much indebted to those colleagues who
have ‘kindly assisted by reviewing and commenting upon the original
* outline and.earlier drafts.' In addition to members of ‘the . _ T
. editorial advisory group singled out below, we wish also to - ’
. acknowledge the contributions to the present.work made by the ~ -.
participants during the international workshops held in Mexico .,
and ih the Philippines, and to officials *in each country, Guillermo
" Fernandex de la Garza, of CONACYT, and Dominador Reyes, of the
National Science'Development Board, who served as very effective :
and supportive catalysts. ‘Suggestions and“criticisms, as welT,as . )
helpful substantive ideas have also come from the faculty‘members - -
who assisted with programs-in Mexico and Yn the Philippines, as well
- as in, the Maryland Library Administrators Development Program.
. Valuable assistance was also provided to thegguthors by William ~

Wilson, Librarian of the College 'of ‘Librery dnd Information Services
at the University of Maryland, who aided in numerous ways. Over
the years, through continuing interaction an \ discussion, modifica-
tion and adaptation of training methods, program elements have been .
. adapted dnd altered, It is out of thi's proces$ that the guidelines o
offered hereafter took shape. : .

- - .

i

H. Advisory Board ' , S
Y ~ R ‘ .

-Fgr itheir thoughtfui assessments of the prelimjnary outline and the

- critical comments which they and their co]ieagUES‘offered on the

final draft, the authors are deeply indebted ‘to the following members
f“\\of the Advisory Board. It must be made clear, however, that the
- present content reflects the views and perspectives of the authors
and not the membrers of the Advisory Board because 3pinipns about

- the range of “topical Entent were not always regoncilable. :
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e g C g "SECTION II o ‘f

D PARTICIPANTS - CHARACfERISIICS.ANQ SELECTION
‘ : . . - N ‘
“The success.of a workshop depends ~in significant measure upon the.
d ~ + qualities and contributions 6f those who are selected to be
participants. Care and discrimination must be exercised, there- -
« fore, in inviting appropriately qualified personnel to participate.
“ ; Because™ i¥ is useful to have details.about the education and
work background of participants, announcement of the ppogram
- > should be made earTy enough to ensure app11catnons fram those who
A would be best able to profit from the experience, This’ 1mp]1es

wide circulation of the announcement of the course which describes v

the purpose and content of the seminar, and the position respon-
s1b111t1es and formal education”sought among the part1c1pants.

In announcements and other commun1cat1ons, par¥icipants. must Be
*made to”understand that they have to be ready to engade in serious
.. and intensive Study of. management issues during the workshop, ¢

rather than concentrate upon- technical ‘information or library
problems. 'They are expected to bring a serious and mature intel-
]ectua] approach to the problems of administration. Moreover, -
applicants must understand glRarly that they are to Qe comp]ete]y

. .free of organ1zat1ona1 ‘responsibilities during the course. They

s * shoutd also recognize that they shall be expected to work Trigorously

and for 1dng ‘hours, ,s0 that in a short period of; time.they can be

expected to 1mprove their knowledge and skills. .

i o
-

'A: Qua]ff1cat1onslfEgper1ence and Age T ‘.o

Those- for whom a management workshop -proves most suitable are
individuals who hold" responsible adm1n1strat1ve‘pos1t10ns already,
or, those who are being groomed for the assumption of significant

among individuals based upoh the level of their. background and -
exper1ence! their professional interests, their formal acadgmic
preparation, and their health, -Over a number of years the average
age of participants in management workshops “in the information
field has run around 40 years; with a great majority being.drawn
from those in their 30's and 40's. Frequent]y, those who are, .
younger have not yet had sufficient seasoning to profit fully* - ;
from the workshop, while those well into their 50's either do rnot .

. as often apply, or are less able to learn as read1]y Or proveé ass .
’ ) - adaptive. Still, because individual variations are so great, it

N -upon app]icants.

. While the academic preparat‘1on Pfa Eart1c1pants will vary,®those who*
. tend'most to profit from the works op experience are individuals
- with formal un1vers1ty preparation in information or a correlative -'
subject f1e1¢ For.purposed of comparative evaTuat1on, it is
useful 'to have each potential participant complete-a.common form |,
which identifies their pos1t1ons, their work respons1b1]1t1es,
. , their age, their formal ,credentials, their work experience. and -
. levels of responsibility~in work roles, and the'nature of their

managerial roles. Obv1ously, there are differences: between and v

présent responsibilities and assignments, including the number of * 1

T people, whom they:supervise,, and the identification of their
- superv1sors. Moreover, the statement of recommendation from their
_ supervisors attest1ng to the organ1zat10na1 usefulness of their

3 . -

EéBgﬁz‘ S 727 o '3 o 1z Viu

v .«may be unwise ‘to 1ntrodhce rigid chrono]ogjcal upward or lower limits ¢

4
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vpartic1pat1on.w11] serve~@s another va]uab]e’dev1ce for mak1ng
chdices ameng @pp]1cants for- what may.- be. a 11m1ted number of. . . .

p]aces., ) - ., )
L . > . N '

B, wllTustration of‘Typ1ca1 App]1cat1on for Adm1ss1on Form ° ‘ -
Lie T &

. Purely for purposes;-of 111ustrat1on the 1mportant elements of the —
‘ application form emp]oyed if the Maryland Adm1n1strators R

.

Development Program follows hereafter-: ‘ . v/
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: Application for Admission © o
&\‘ i -
........................................... > b e o e e o e e e v -
Personal Information . N
] . ¢ ~ .
. Name: i Date of Birth: , =
N . v ‘ .
Title of. present.position: .
T Name of Institutiong A . ]
) Business Address : Home Address ’
£ - 4
ol - ] P -
o ' '
- L4 < .
N - N , 4 K
. Telephone: - Telephone: .
- , I
.Educat.ion ( °.
. ~ .
- .I(
) Lotlege Degree . Years Attended
a * . e
+ - }@ ; -
* - 4 N "
' i *
Employmen t Record (Previous significant work experiemce).
AY
Organization Location Title | Dates
) .
o 4 N /
[
, A =
p: 'g-é:\ ) :
9 Bmefly Hescribe your present position and respony1bqht?es ass they m]ate
< * to services of your organization:
> ¢ T >
. 4 - -
Ly ‘ N !
: - : v : Y
¢ -+ Number of emg]oyees who are responsm]e to you:
i
.o Name and title of'your immediate super1or" . )
*ERIC 14 '
. "ERIC J : -
%; :« ' . R
?‘c\ﬂ . P Al »




-

O rganizat.i 0.n ,S p;g nsorshi p (Where appropr1ate to be

comp]eted by the execﬁf1ve who _recommends the app]1cant S part1c1pat1on
"in the program).

’
. >

(Name and title of executive who recommends this application)

-

“i“
.

’j} Mail this applicatian by __ (date) to:

*
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Endorsements and Justifications for Applicants

- It is éritica] to also require the support and the recommendation of

those to whom the applicants are responsible.- For this reason, it

is advisable to have a formal statement from the official te whom

the applicant reports, identifying why, the organ1za¢1on is interested
in having the individual part1c1pate. Such an explanatory statement
written by ‘the applicant himself is also very effective as an

element of*the application process, since it serves as the basis

for determining whether the individual truly understands the program
purpose anq perce1ves its value 1n.re1at1od»to his own work role.

Language,Requ1rements

o

A crucial factor, particu]afly in instances where there ray be
barriers of 1ahguage, is the assurance that participants are able
to work effectively in the language of instruction. Demenstration
of such language competence must be built into the application
process. It has been our experience that a-claim of language

" proficiency by the part1c1pants may be insufficient. " Therefore,
.consideration should be given to verification.
there may be a need for simultaneous interpretation. This . - .
condition prevailed in the authars' experience in Mexico. The
arrangements and costs of such translation must be 1nc]uded 1n

program des1gn and p]ann1ng efforts. PR

~

Number of ‘Participants

The number of part1c1pants who can be effectively accommodated ina
maragement workshop varies with the facilities and arrangements
available. -.In general, however, for purposes of interaction, group
exerc1ses, and involvement, -the number of part1c1pants should not "

" be in excess of th1rty or so or effectiveness will tend to decline.
Moreover, there is a minimum or threshold number needed in order

to prov1de a sufficient number of individuals who will interact

and work with each other in group situations, and thereby enhance
the learhing exper1ence. Perhaps the smallest practicable number
of participants will range around eighteen-or so. Groups which
number between twenty and thrity are very workable.: Moreover, with
such a numbler it becomes possible for the group to form a unique
‘culture during the two-week experience. Each participant will come
to know his colleagues and membeirs of the faculty closely and well
*through both formal and informal interactions. Such learning and
involvement is reinforced by the fusion between the formal program
elements in classroom dis€ussion sessions and the after-hour and
informal relationships which the group enjoys by Viving and working
together throughout the two-week experience. ,

Without verification .

.’z’w«—. ‘X' |
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“'In order to acqu1re know]edge the participant need only have ’ ¥{ 7}9

N . SECTION 11T . ‘ ' /
3 'A ‘ . "’ ‘ /
" .METHODS OF INSTRUCTION AND KEY ROLES _ ‘ \/
. ’ . ‘ /‘
Necessit& for Variation in Methods, Media?’and Materials - g" ._

‘interpreted, ahd integrated into the knowledge base previously < }* |
.acquired. A11 the part1cpants need is exposure under non= d1stract1ng RS A

.
. %

There exists a wide variety of methods, media, and materials avail-;

able*for consideration in-designing an instructional program. It .
is essential that this variation be reflected and utilized in th1s ’
particular course in administration. This argument Can be

justified on a number. of grounds.

+ Ong critical justification lies in _the fact that adninistrative . P

positions put varied: demands on incumbents of these positions. -
Successful administrators require knowledge of many techniques, .
tools and subject matter areas. Second, they require a variety of : :
skills in application in “individual and interpersonal situations.

Third, there are.certain att1tudes, values, and beliefs that are

considered functional- for success in administrative roles. 3If : o
knowledge, skills, and.attitudes are all relevant to-successSssin .
adm1n1strat1on, then consideration and use of varied instructional -

3

: techniques is mandatory. That is, the requirements for the

acquisition of knowledge are different from those which are required
in deve]op1ng skills, or in changing attitudes.

AL

sufficient intelligence, 1nteres{%and timé to read about,.listen
to, or observe events or infor on which can be presented in a
variety of forms. This information is hopefully committed to

&
’o
memory and kept-available for later reference. "It may be examxnedL

conditions. ‘ ,

. |
The acquisition of 'skills, a]though sometimes dependent upon the use
of new or old knowledge, requires additional and different par ici-
pant experiences. -A major requirement is practice. Practice may |
take many forms, but unlike the conditions to acquire knowledge, . A
participants are ‘more active physically and mentally. They are
required apply knowledge in order to acquire skills. They are ) o

|

- exposed/in a skill acquisition process to problems, exercises, and: T

~ the like, which when done several times, produce the necessary

skill. Practice also is enhanced with “the addition of def1neq
criteria or standards of observable performance, the formulation of
setting’of performance goals, and periodic coaching and feedback -
on performance ..

The question of chang1ng attitudes has in it some of the compoqents~ . “
of:knowledge and skill acquisition, yet requires that participants

become involved at a more personal and intensive level. They may . v
have to identify and expose or subject their current beliefs to ¢
scrutiny. Attitude change usually involves an "unfreezing" of
current/beliefs, a.new learning stage, and a "refreezing" of the . .
new att1tudes This requires situations, calling for interactions -
with ipstructional staff and-other participants, and involves

dealing with emotions and’ fee11ngs In making program design
decisions for attitude changes, the instructional staff must
utilize methods that are considerably different than when know]edge
“or skill changes are.desited.- . - . R
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_ There is.an educational debate whether attitude change should be_
undentaken directly, ,with the aspiration that behavioral change S
will follow. Instrultional staff should be aware that the argument
has been made that conditions should first be set to ensure - .

N behavioral change, allowing attitude &hanges to follow. The
debate is unresolved, but recognition of it will give instructors

_oppartunity to vary their approaches. )

-

»

~ The necessity for variation can also be justified on other grounds.
. Purely and simply, there is always the risk that there ‘will be a
. * datural tendency for overreliance on techniques which effect )
knowledge, but do not aim at skills or attitudes. Most instructors
: . consume the vast majority of their, time on lecture and readings, .
© o which are most appropriate for knowledge acquisition. They may . -
o o desire and actually feel they are affecting participaits beyond the
i A .- .knowledge stage, but it js:unlikely that they are unless they
P dramatically vary their technique. This is one ‘reason why attention
- to the selection of faculty, treated in the next “section of this ’
S, manuat, is so very critical. . .

(3

% . A final justification for variation lies ‘in the totality 6f the
experience participants will have over the range of the program.
Participants cannot be expected to deal for several weeks, day after o
2 : day, with only lecture-and readings. To maintain their attention,
SN . to sustain their interest and involvement; to capitalize on their
T e " . serving :a% resources to each other, and even on sheer physical
* comfort grounds, variety iri method is essential. The use of
. discussion graups,“cases, simulatiehs, role play, etc., not only
: achieves different. educational objectives, but sustains the involve-
ment of participants and gives them more varied opportunities to
confrofit material as well as each, other during the learning process.
[ ! : .

. ) . v . . ‘ N .
Bs Variation in“Faculty_Role®Requirements . ‘

*

The obvious major role of.thp‘facu]ty is 'to bring appropriate content. .
from the field of administration into the instructional setting.,
Their task’is to select and utilize appropriate instructional ~
. techniques in imparting this content. Hence, they must select Y
. _ materials, arrange instructional space, and in.general, ¢8hduct, the
educational experience ‘in conjoint-.relations with the program
director(s) and fther relevant course personnel.

- . _ Beyond the -immediate instructignal role, faculty may have the
opportunity to discuss (in groups or on a one-to-one basis) specific
problems that participants are.experiencing in their home organiza-
tions. This is essentially a quasi-cénsultative role, and 4n

. making a personal tfﬁhsipion to the home setting. It may also take
the form of highly personalized feedback or help to &n individual
participant regarding their actual or potential administrative.
ability. “The authors haveagxperienceq,numerous instances of being
asked to give help and feedback by individual.participants, so

that they might improve as an adiministrator. Resident directors,

who-may also act-as faculty, are in a particularly good position to

offer such assistance because they have had ‘the opportunity to ‘
obsetve and interact with participants on an-ongoing basis. -

¢
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- Faculty may also explain and clarify the kinds of consultative roles

, they assume and the type of consultative help they can bring’fo .
participants' organizations. But a serious note of caution should
be interjected here. The instructional role and platform,cannot be *

: . used 6r abused as a promotional device for consultative activity.

Lot This is a matter of tact and taste, and specific consultative

questions or arrangements should clearly be handled outside the .

HI. o specific instructional class periods. . -

C.* Role of Participants as Instructional Resources \‘
. N . ]
. It is the authors' experience that a conference in which participants
have ample opportunity and_encouragement to interact with each other
is more successful than if this does not take place. This notion
connects directly to recommendations to be made in this document
i regarding conference location, chanacteristl;S of facilities,

ambiance, and training methods. Everything possible should be done
k0 encourage mutual involvement and interaction between participants.
ime, space and methods should all be-utilized toward this goal. -
In interacting with each other, participants are able to clarify, -
test, and confirm-dearning experiences to:which they are exposed
. during the conference. They can debate,/discuss, challenge and gain .
further perspective on almost _any aspect 'of the content of the.course.
They frequently feel more willing and able to engage in ‘these—
_activities'with fellow participgnts than they are, for example, with
. the faculty with whom they may have somewhat more reluctance and
. - certainly less time and opportunity. ‘ .

-

!

 Therefore; interaction with fellow parficipants broadens their
. © “resource base, yet it does &pb.beyond the question of ‘mere number and
&, . opportunity. . Fellow participahts are in similar types of organizd- &
. A tions, face similar problems, have similar aspirations. A natural
o ’ kinship and openness existsy Fellow participants serve therefore as
i people with whom ideas can shared, and with whom conceptuat
verification and emotional sypport can be given and.received« . ) -

!
|
3
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© D. Special Role of ResidentDirector(s) R .
— LG v *

)

E L . . s
A resident director is defined as a respurce’ persen with faculty, ;
‘qualifications  and experienck, but whom remains at the,gﬁnference /
o Site throughout most, and preferably all, of theconfereénce périod. /
The resident director is present at-<all conference sesSions. He -/
or she acts as faculty for selected training topics, ‘and as a )
facilitator and observer while other facuTty; conduct conference
. sessions._ The director jis'available to participants before, durfifg, ‘
and' after"daily sessions.' .There may be more than one’ such persop - ° .
» filling this role and who must work in a mutuatreinforcing
relationship. : ; .
. Resident directors perform a variety of. crucial roles in addition
- to serving as a faculty member with specific session or topical
v *  responsibilities. For example, the resident;Qiééctor(s)’ca/‘ahd .
S , should; ° . ’ A A f

E . 1.. Greet, orient, and inform incoming faculty on what. hag been
¥ covered in prior sessions @nd clarify, if necessary, /what will .
.. . follow in upcoming sessdions. Questions about partigipant - . '
“ needs and reactions can be digcussed with incoming faculty. T
This allows unnecessary redundancies to be prevented, allows T

- ’ ) ’ : - . g

» .
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responsiveness to participant.needs, he]ps'assure 9dequate
~ _coverage of materials, and encourages taking advantage of , - t

" opportunities that become apparent as the conference progresses.
In short, the resident director can keep a running control
and_improvement on conference design and implementation. This
brings flexibility and adaptation opportunities to the N\
conference. .

“This type of interaction with faculty has a highly significant
S impact on program quality and success. Experience tells us
e that pre-conference design and integration of fagulty is .

coe always an imperfect ‘process. Hence, faculty may not be fully
// . informed as to what and how other faculty will proteed with
P their responsibilities. Reactions and needs of participants
. / * .~ are never fully known prior to a conference. Changes in
A faculty at the last minute due to-emergencies cannot, be pre- . '«
i dicted. Hence, for these and othe? reasons, the resident B
. director role is essential. It is important here to hreiterate . . .
the fact that the resident director should have faculty . -
, ' qualifications and experience, for there is the need to be
Q ’ experienced and skilled in the topical areas, as well as in
o conference design and implementation. Needless to say, )
experience -in resident director roles would be highly, desirable.
© 2." The resident director role involves continued interaction with
" participants. The director should tlarify and interpret, or’
otherwise put in perspective the contributions of other faculty

! members, usually at the request of participants. In addition,
special sessions with all or some of. the participants should
-, : be held as the need ariges, without putting too much_burdep on
participants. The resident direetor should also be prepared and
' able to Melp participants with back-home problems and in questions .

© - surrounding the transfer and application of learning to the
Qgsitiqns held by participants in their home organization. Help
may be also given in the participant's transition from the
*conference to the job setting. Thus, interpersonal and consul-
tative skills gre an essential element of the director's - ~ .

qualifications. /

Al

3. The resident director's role also includes acting as a liaison ) .
between ‘the participants or the faculty and the personnel
associated with (a) sponsoring institutions, and (b) the
instructional facility. A myriad of questions and needs of
participants regarding conference requirements, daily Tivihg

. . needs, travel, and the 1ike, arise duging the course of the

- conference. In a liaison role with regard o these matters, it
- < should not be the resident director's respénsibility to take
direct action. Rather, the director should inform designated
. members of the sponsoring institution of problems. It is best if .
‘personriel from the sponsoring agency are also available on a, ’
. . Afull time basis to respond to these types of participant needs. ¢
’ This frees the resident director to,concentrate his actions to
those relevant to a substantive or training role, leaving

e . logistical and personal matters to staff members from the spon- :

' - 1s0ring agency. S TN ;L

P

L d




Possible Requirements for Participant Pre- and Post-Conference Work

<

In designing and conducting this, conference, it is not necessary to
restrict the involvement of ,participants to the specified time period
of the conference itself, or the logistics of application, seléction,
- and travel. The following should be.considered: N

-~

1. It is possible to mail out readings, reprints and/or bibliogra-

\ .phies at the time each participant is selected (or if desired,
upon payment of tuition). This alltws participants who desire
to read and otherwise explore the {ontent in-advance of the |
program to do so. Hgwever, it should be made abundantly clear
to participants whether (or which) asgﬁgnments should be read or
prepared prior to the conference, qr prior to a part;;u]an

sassion. Program directors or faculty may require this (3ee

next paragraph). More typically, however, advance bliographies
or reprints are clearly described as optional readings.” "Often,
readings can be done before or after a particular session, or
after the conference itself, predominantly at the desire o

»

‘particular faculty members. i

It is .essential, once again, that participants are fully and
clearly informed -if advance materials (or‘materials handed out .

~ during the course of the program) are not require%/te—be read at
a.particular time. This clarification is importarit because a
significant number of participants may be reluctant to participate
wn discussions simply because they have not had an opportunity
for reading prior to-a particular session, An-announcement to.
this effect at the outset of the conference will help to overcome
inh#itions in participants to_become fully involved. ‘
Rarticular faculty may wish to make assigpments in the form of
readings or completion of questionpaimeg’prior to a particular -
session or the conference .itself.’ Instructions™pr such
assignments are a simple matter to pré&bare and forward to
accepted participadats. If questionnaires are utiliz&d, and the
responses are needed prior to the onset of the conference, ampTe
time should be allowed, and postage paid return envelopes should
be provided. This will facilitate the return of information

_desired. _ : . .

N :
Particular information on the problems, needs and/or character-
jstics of participants or their organizations may be desirable.
This should be defined well: in advance, in the very early stages
.of .conference design.« With“sufficiently early preparation,
conference directors can decide'whether the desired information
can or should be included on the application form, or whether
additional queries need to be made. For example, questions on
the size of the unit, the size -of the budget responsibility,

. rasponsibilities of the applicants may be useful for.selecting
applicants and for the, content of instruction. These may be
made a part of the-application form. Such things as. budget
particulars, attitudeMuestionnaires, and the‘11ke,‘?h§% aré «
solely utilized as part of the instructional effort wi require

. timing and attention separate from the application process.

P
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-7 -well a8 at the conclusion of the tyo-week €xperience. Conferente

2 *e o ¢
# . . -,\ . 4 e ~

4. It is not_recomiended tbat potential or actual part1c1pants
+ * -(or members of their organizations) bé involved in pre-
conference’ d1scdks1ons or assessment of program design. This

" is based upon several.Gonsiderations. Ore is that the substan-

tive admipistrative coptent is sufficiently upiversal that
specific appP1cat1on to 1ibrary and information service
organizations poses no part1cu1ar prbblem ¢ Secbndly, the
subject content recommended in later sectaons 6f_this report
have been very thoroughly tested with part1t1 nts from the
United States, Canada, Gentral and South Amer1ca‘ Africa, and
Southeast hsia. Past pant1c1pantsvpave cons1stent1y rrated
these topics as relevant and. useful. Thigdly, part1cnpants
should be selected who not only ‘have. suff¥cient managerial ¢
respons1b1]1ty to Just1fy acceptance, but who also _have not
had any significant amount of‘tra1n1ngﬁor°educatﬁﬁn in admin-

~

<

- istration topics. , The combination of manager1a}rmespbns1b111ty
“and absence of fofma] training in‘administration and management

.as indicated on application data i$ deemed sufficient to
~ eliminate the need, for pre- conference‘%ssessment of knowledge
T ox needs. , ¢ Cee e Lt

5. Itis reconmended strong]y ‘that a typical and thorough e
. eva]uat1on of the conference be made by participants. This~
- may be advantageously done midway ﬁhrough the conferemge as

p]anners mgy wish to develpp an original exa]da&1on quest]on-

naire or to use the types of 1nstruments a]ready in existence. R

F. hSpec1f1c Resodrces and Methods for’ Tra1n1ng

dJustification was made earlier # ‘having vamatwn in methods,
media, and materials in the con uct,of” this- course. .- This notionh °
cannot be overemphasized, and. hopefu]]y&w111 be relnforced by a
brief exposition of the var ﬁ?=of tra1n1ng\opt1ons ava11abJefon

>

use by skilléd faculty. As many-of these;gptgons (or variations on

them) as is, possible should behu¢111zed in désigning a suCcéssfu]
conference’, = -~ T

[ i3 ° LY o -l',;

e N
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_ o Befope prqaeediﬁg‘further, an 1mportant cfar1f1éat1on is in order
The delipeation of ,tPaining methods which ‘follows skoudd not be
coristrued as an attempt tp train potent1a1 faculty'in their use.

. No written repogt can aécomplish that.
method, medium or materigl requires exp€Fience wh1ch usually
involves a learning or training-sequence of its own. As will be.
indieatedgand,€éxplained- subsequent]y in this document, program
facu]ty should be selected who’* have already demonstrated suecess
in training §1tuat10ns If this is so, they will have-beconte

srefined and skilled at tra1n1ng and so. have used -many of the. -
methodolpgical options, before their 1nv1tat1on to part1c1pate in
this part1cu1ar course: . .
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wsummms wFbo16- hoped- that-by - briefly-deseribing .training options, program
directors and coordinators will have an explicit basis to review
and evaluate program design, to discuss ‘and plan the course with
potential faculty,.and to otherwise ensure that variation does in
fact take place. < . ' '

-~
.

r

502 .
& Training methods vary along a number of dimensions, yet an attempt
§§4 will not be made to systematically.classify methods. Suffice it to
o say that methods vary most importantly in the demande and level of _
- jnvolvement they require of participants. Some allow participants
: to remain quite passive, while most others elicit a wide range of ° .
s intellectual, emotional, and interpersomal activity. Our preferepce-~
v and’ Uurging -is toward the latter, for it more closely parallels .
g, learning in real-life situations, and it has more potential for the ? .
“ . development of skills and attitudes relevant and useful for the
. adminjstrative role. ) .

o Participant involvement in the methods described does not in any way

v alleviate the responsibility of the faculty. In addition to the. -

: faculty's responsibility to introduce and control participant

activities ift experiential exercise, the faculty must play other

- critical roles in all action-oriented methods. One of the most

o important is to conduct post-involvement discussions. These usually
~ involve interpretations and analyses of the experiences participants .

had during their involvement in a training exercise. These

interpretations and analyses require skill in focusing such discus--

sions, in relating theory to practice, and in.connecting or linking ’

the experiences to the requirements of the administrative role in

- . general, or to the participant's organization in particular.’

«™  Thé training alternatives which follow are not' meant to be exfiaustiye, {,
~ They are representative, however, of a wide range of techniques. ° -

= - " ..1. Reading and Other Content Materials .
< “

By, ., (a) Notebgok: It is highly common if not routine to have a set
of materials orgs&nized into some form of a notebook for
£ - - participants. ‘Usually this notebook is organized by topical
. area, sequenced in a manner consistent with the prograT
" schedule. Each topical segment will contain (1) a title,
(2) Y6pical outline, (3) a reference 1ist’6r bibliography -
A for further study which may be annotated, and (4) a set of
’ * reprinted materials considered to be highly relevant to the
-~ . topic (see Section The notebooks may also contain for-
?\all, or dome of the topics, special written materials, such
< Yas casesjor problems, or detailed outlines included at the
request of particular.faculty; The. reprinted-material may
. be copie journals or books, of purchased from publishers.

3
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. It is a prime redponsibility of the program director’s”and
coordinators from sponsoring agencies, to collect these
materials from faculty and reproduce and assemble these
matérials for-distribytion to ‘participants. As/stated .,

- ~ earlier, some se} d matenials may be mailed to accepted -

' applicants .in advAfice of the-program, Participants usually

keep this notebook with them*throughout the course of the

: - seminar, as it is to be refefred to by faculty during the

5 e .- sessions. Also overnight reading assignments may be made

. , from it. . < .-
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Ad81t1ona] InstructionalzMaterials: These ymay be repr1nted

g,

- T _ ‘or specially prepared materials which- faculty request be
"withheTd from participants until they are ready for use +
during- a session. These should be reproduced, brought to
the comference site where they will be 1mmed1ate1y -available

- " for use by facu]ty at their request.

(c) Books, Pamph;ets, Etc.: Any relevant instructional piece may -
also ‘be given to part1c1pants or Toaned to them for a -
specified period. Texts, programmed texts, books of readings,

.reference works, and the like can be handed out at the .
conference itself. Some may be maited in advance if necessary.

(d) Bookshelf: Though not at all a necessary requirement, it
L S might be the choice of program designers or coerdimators to ,
assemble a small, but well selected (Y.e., representative) set
" of books whfth can be displayed and utilized or otherwise
-~ referred to by participants. Usuallty; if well sélected and
N . available, only a few texts in each typical area plus.several
classic works should be included. On the whole, it might be
- ' better to not have a bookshelf unless a representat1ve one ¢an
A be assemb]ed, so as to avoid a misleading impression to
' part1c1pants s ¢

-
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2. -Lectures ' S y
Lectures are a necessary and common ingredient in most educational
settings. They are considered useful for imparting knowledge, yet
it has been argued that-they are inefficient even in this regard .
compared to readings and other -independently performed assignments.
Perhaps lectures are better utilized to integrate, interpret, and
to otherwise. bring a deeper understanding of the topical matter.

As such, it is very important to engage the participants in
discussion' and questioning throughout the lecture. :

.

Involvement of part1c1pqnts in this way also helps to keep the
attention of participants, thus overcoming one of the major
Timitations of lecture.. Attention can also be enhanced throygh
- presentation\of materials using”various media (see below on
Audiovisual techniques). Also, lectures should_be kept to shokrt
periods of 30460 minutes. They can be made more efficient by
providing outlines or other materials to minimize notetdking, an
excess of which can detract s1gn1f1cant1y from learningwr. (- '
Research on tra1n1ng effect1veness suggests lectyres by utilized
on a limited basis with very specific and pointed purpose, and
that theé techniques suggested above must he incorporated to
maintain the attention and ‘reduce distraction of part1c1pants

~ - ’h

a

N % ey *Prog‘ammed Igspr0ct1oh .

'Th1s tg;hn1que requ1res participants to work independently using
fre-prépared written material, or material drawn from individual
., communication with a computer. The former is much more—common.
~ The material is highly structyred and developed. It is desjigned
* to lead the student step-by-step, in a systematic sequence,
through a series of information or knowledge points, uysually
followed by quest1ons The "route" the-student takes through
the material varies as a fupgtion of their responses to questions,
It has the advantage of be1as\eff1c1ent in. imparting know]edge,
and it allows for 1nd1v1duahzed self-pacing. ’

\‘l" , ) 2
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R ?rogrammed 1nstruct1on materials are not apt to be spec1a11y

. *.. prepared -for seminars ‘such as the one in question, but ‘are more

-
O LAt S sy Ry e

11ke1y to be adopted from existing materials. If this is- done,
-it is crucial that the mater1a] be highly relevant to the

" topicy and those who assign it'must be fully familiar with it.
It mu have a- spec1f1c 1earnrng purpose.

(g
T a

It is un]1ke4y that programmed instruction material will be
included in tHis seminar oh administration. Except for some
_technical topics such as account1ng, finance, .and perhaps

]

- decision making, 1ittle administrative top1ca] material has

been cast into the évogrammed instruction format. But if such

material become$ -av@lable, faculty might consider its use, but . ,
only after careful evaluation of it ahd exam1nat1on of ts o 7 v
specific ut1]1ty to this cpurse,

»
- ]

Cases and Incidents - Y/ SRR

Cases are written records most typically of live organizational
situations which eccurred in the past. They are a sample-of
,real life conditions. They may be quite long, or only a single
"page. Shorter cases are sometimes referred to as incidents. .
Cases may alsq include source-documents, quant1tat1ve data, or
othen\lnformatlon_usefut"for presenting the situation. Part1— .
cipants work alone or in groups, study the case, and prepare .
solutions in the ‘form of recommendations or dec1s1ons to attack’ ‘
the problem(s) in the case: Participants dre typically asked

to_ present their results, ‘hence an element of preseu@at1om4§k11}s

and compet1t1on 1s'1ntroduced as side benefits. o

Cases and 1nc1dents are des1gned to develop d1agnost1c ana1yt1ca1
problem- solvings and decision making skills. Decisions and
recormendations are made, but not implemented as in other :
techniques described below. The case may call for deductive or. -
inductive reasoning,‘gr both. The presentation of solutions

allows discussion among participants. Cases usually point out -
inadequacies in generat1on of alternative solutions, in

. comp]eteness or responsiveness to case facts, and the Tike.

® ~

fases and incidents-are very useful and common in administrative
training, and many cases exist that are relevant for a wide
variety-of administrative topics. ’

I
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Simulations ™ . ' &

S1mu]at1oQ§ for the purposes of tifis manual-are:défined in the
broadest senge. They can take many divérse forms, only a few ofe
which will be¥discussed because they are among the more widely
used in administiMtor-development. A s1muTQt1on s defined as

an operatihg representat1on of reality. The operating reality is
actually created. through the active involvement of participants
who .are asked to fulfill or take representat1ve organizational

roles. They are required to engage in-behaviors that d1rect1y ¢
parallel organizational behaviors. They may work alone, in small
teams, or in larger ‘hierarchically configured organizationg. ¢

Interactions within and between'groups is possible. A ‘common
examp]e of a simulation is_that of a moot.couri used in the

fraining of attorneys. Another is the repdeu ed ground cockp1t
for the training of p110ts - ro ) ;
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Un]1te cases, simulations are dynamic as opposed to stat:c
s and demands occur, and ghange over time. A "h1story" L
is created in class by virtu ue of what participants do in v
reactlon to the problem and to each other during the time *

period of the simulation. Simulations usually begin with we]]______;e__

designed and structured material introduced at the, onset of,

and in some cases dur1ng the simulation. ) ..

L

Many s1mu]at1ons exist for the training of adm1n1strators ' !

. As with other techmiques, faculty-must carefutly select- them, .

and have some considerable experience in their use. They .
should not be experimented withs but rather included because
experienced faculty have spec1f1c knowledge of the types of
1earn1ng each s1mu]at1on is designed to effect.’

3 ~

The common sequence in s1mu]at1ons is to instruct part1c1pants-

in the nature of*the problem, the kinds of ‘roles they will dssume, -
and the rules of involvement. The simulation then takes place,\
generating a "live case" consisting of events that take place *
durigg<the simulation. « Once the simulation erfds, reports, °
discussion, and summaries of- events and learning- takes p]ace

under the gu1dad%e of fagilty. - .

Several examples 0f_s1mu1at1ons follow: ®

" (a) . In-Basket or In-Tray Exercises. In this exercise, parti-

cipants work individually. They are required to sit at a
«desk in an "office" situationewnd react to a series of items
found in the "in-basket" on the desk. These #tenfs consist
of memoranda, letters, phone messages, reports, invitations,
- announcements, and the like. They may be drawn directly .
from the. files of an actual jap, or created for the _exercise.
They must be realistic, using different types of paper and
letterbeads for example. Even “live" phone calls Can be
uSed. .
- Participants do not record what they would do, but actuaﬂly
do it. They prepare responses as if they were“the job
incumbent. They may respond to or ignore materials, and -
may be asked to sequence them jn priority order. The
exercise begins with an orientation to the job, the sifuation,
. and the organization in which the events take place. Upon
complet1on ‘0of the exercisge, part1c1pants are asked to _give ‘-
their ' reason; for action" ona, separate form so that their
attions to in-basket 1tems may be clearly interpreted.
This technique allows ana]ys1s of 1nd1v1dua] styles of
-behavior, analysis of the adequacy and the implications of
actjons taken, and comparison and discussion of actions
" taken by other part1c1pants on -each in- basket item. The ¢
techn1que attempts to-examine and develop decision making

.

skills, and 4n some senses, each in-basket item can be .

interpreted as an "incident". Hence, the description and
use of cases and 1Qc1dents described above also appﬁqes here.

In- basket exercises are commonly used in managerial tra1n1ng,
and even sédection. They are not'difficult. to construct,

and are 1nterest1ng and absorbing to part1c1pants, generat1ng
exce11ent involvement ‘and discussion.
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(b) Role Prayirfg. Role playing requires participants to ¢
interact with each other through the assumption and acting
. . out of brief but prescribed roles. Usually, role .
v ~assignments are preceded by a case-l¥ike statement which !
introduces the relevant backyround information on a problem. -
This creates the setting within which the role enactment
s _ and interactions take place. The problem -and roles are
vt constructed to- accurately represent a real and important
e organizational situation. Participants are instructed to
Y ) behave in their roles in realistic, non-theatrical ways to
’ . .help ensure the reality dimension. As with most techniques,
. - the faculty must coriclude the role play, usually when a
decision is made or a solution arriwved at. Then a
, discussion and interpretation of events takes place.

¢

. . .Role play also requires the use of observer roles, typioglly
S with printed Suggestions_as to what to fgcus on during
observation. This helps to enrich intgrpretation, and

. alleviates role-players from having. to be both -participant
« and observer.

Faculty may use single role play where ogne-“group performs’,
and other participants act as observers. With multiple
role-play, several: groups each with observers perform, and
results are tabulated and compared during the interpretation
period. - o

Through ro]e-p]éy, participants can fully experience the
L . actual doing and deciding réequired of administrative roles.
" They can assess a wide variety of interactive effects. They
: have the opportunity to experiment with new behaviors, and
. to engage in and assess the effects of spontaneous behaviors
0 in what is essentially a "low-risk" situation as compared to
" real life. The observer role helps to develop diagnostic
and analytical skills as well. Y

o Role-plays can be sequencéd. Also, thé} may be addressed to
’ a ‘wide variety of administrative topics (allocation of
resources, changes in work procedures, performance apprdisa]
interviewing, to name but a few).™ They can ba used to.train
5kills in almost any area. Théfe are many variations on
, .o . role-play which most experienced trainers can adopt’ (role
, reversal, role substitutions,<etc). A variety of role-play -
. _ literature, cases and problems is available for administra-
tive training situations. It is a widely used and very .
, . powerful, technique to which most participants react very
. favorably. wo ‘
Foo (c) Games: Games contain a nulber of elements of in-basket and o
‘role-play techniques. FOr example, games put participants
- _in individual and team roles, they are a form of recreation
L -and representation of a real life organizational problem
N S or situation, actual decisions are made by participants,
and performance is assessed and compared. However, exercises
typically referred to as games, consist of some -additional
¢ elements... Frequently, a whole organization or significant
component of an organization 1s simulated. It is a model
! : of a reasonably whole component of reality, typically an
.+ organizational setting in the case of administration- & |
= - relevant games. Furthermore, the organization as created |
oo . evolves over time, and decisions and other actions °take

.
.
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place as part of a sequence of requirements. OQften,

- - decisions«re required at a specified point in time, and
are followed by feedback ,on what resulted or what the
Jmpact of the decisien was. Decisions often focus on the
allocation of “resources, and require participants to plan,
arrive at, and implement strategies. “Where computer games

" are used, decisions of each.person.or team are entered into
the computer, analyzed, and results fed.back in preparation
for anothey round of decisions. Such games can be gquite ..
complex, are_capable of scoring performance and comparing
performance between decision makers or against norns
derived from past players of the game. ., o
Games dre used for- inventory problems, ma?ké%ing'strategies,

~planning prbblems, work scheduling, and the like. They w
require much development, yet many available games, if
judged carefully to be relevant by the faculty, may be
adopted_for use. - ‘ .

i

i

Games foster live real-time decisions, responses.to feedback
(i.e., impact in terms of changes in the decision envirooment),
competition and conflict strategies, interpersonal and team

skills, and-test the imagination of participants.

/

Other Structured Problems and Exercises. In addition to the more
formal and perhaps lengthier simulations described above,
.experienced trainers are aware of-and almost always utilize a
wide variety of problems and exercises. There are so many of
these that they. defy description. Most texts contain them. Entire
manuals for trainers are available which present and explain these
exercises. They cover a wide range of content, and involve
participants in exercises which test their skills, subject their
values to application and scrutiny, and help in the accumulation
of relevant knowledge. Their use is widespread and highly
recommended. ‘ ' /

4

These exercises should be included and strategically located
throughout the training sequence. . As with other approaches, they
-may~be performed individually or i}\teams, and participant- efforts
are discussed and interpreted following the_exercise.
.. "Unstructured Group Experiences. Sometimes referred to as T-group .

training or Sensitivity Training, unstructured group experiences
are designed to improve the interpersonal effectiveness of
particiipants. It attempts to enhance their skills as showing ‘
sensitivity to others, gaining awareness of others' needs,- and
assessing and improving their reaction tb others as-well asy *
their impact on others. . It is considered unstructured because
the trainer, assuming a highly passive role, presents few .
instructions, goals, or xules of interaction, The participants
proceed in a "void" and the behavior they engage in fills that
vaid and itself becomes the subject of study. People work on
interpersonal behaviors and problems they themselves initiate.
They are encouraged to experiment with new behaviors, that might
improve -their interactions with others,zand to make such
interaction more "fulfiMing" and "authehtic". People are.
expected to learn from the conseugneces of their own and
others! actions. B

' 1y
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. *This training metHod cgpn, be powerful, stresst],Aand quiie
dramatic. As a result, it is considered as a highly contro-
versial technique, and there is some argument that other group
, "dynamjcs techniques which are more structured, -yet less
& stressful, should be utilized. Furthermore, it .is very
- -important to understdnd that trainers should have specialized
—ttaining in this-technique before attempting it. Institutes
exist for, such-training such as the National Traiming "
Laboratories in the United States. Trainers who are skilled
- at other~techniqugglgannot_considen~themse}vesmautomaxjcﬁ]JyW
capable of handling unstructured groups. The risks involved,
*however debatable, are sufficient to require addftional and |
‘specialized training in the use of this technique. '
¢ Program directérs and coordinators should seriously evaluate
af¥ justify the peed for this technique before building it
into the program. They should also carefully assess the quali-
~fications, training, and experience of faculty who propose to
oo ©utilize it

Y

8. Workshops for Transfer to Home Setting. Workshops may be
+, conducted- in & number of ways; small groups or the total groups
may be involved, general or specific assignments or problems *
may be the subject of the Workshop. What differentiates them
typically is that participants discuss, apply, or assess and
.., plan the application of learning to home organizations. Or
they may attempt to work through problems, plans,” or programs
relevant for their home arganizations, or themselves n
3 - particular., They can exchange ideas and experiences, learn
g from others, and otherwise pool their resources. "They may: use:
« ‘ the workshop to identify and formulate opportunities for them-

selves or their organizations. oo -
- . ” - ,,_’b"'gv . - -~

-

E~
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LA Many relevant problems exist for workshop invg]veméﬁts. For

N “\example, participants may be asked to identify a” back-home
. organizational structure problem or strength, sharing their
conclusions about such conditions with others. They may work
~ individually, then share and help each other in identifying and
: planning to solve théir own personal and contipuing management
development strategy for implementation after the conference,
An infihite number of su@p problems have potential for workshops.
Such workshop topics may be generated by faculty before and |
during the conference. Faculty -may wish to poll participants to
generate’ workshop topics. Whatever the method, the workshop °
success depends.on the relevance, value,.and importance of what
"is discussed, -Hence, it might be indicated to create workshop
groups around several topics, allowing partig¢ipants to choose
a group ‘whose topic is most meaningful to them. Depending on
~time available and the breadth of ipterest in-a topic, subgroup
conclusions can be'shared in a plemary session. -,

> 9* Special Use Assessment Instruments.* This is not a technique in
. and of itself, but rather refers to and recognizes-'the fact that
_ within any or a1l training techniques, it is possible to use
“various "assessment" devices. Regardless of topic or. method,
- trainers often ask particjpants to fill out questionnaires.that
] ~enéourage evatuation, réview, and/or ‘structured description’of
; - relevant. phenomena. For example, &,person using a paper-and-
: X pencil instrument may describe their own or other's perceived
o~ leadership style. ‘Or they mdy assess their values or various

RIC, - E
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beliefs or -opinions, Instruments may a]so assess such things as.
elements of group behavior and effectiveness, or styles of
coping with administrative-problems. Such instruments could
also be used to assess knowledge to identify training needs.

_—_ There is no limif on the content of such instruments. A number

3o of widely used instruments exist. Results or scores on such

| instruments may be shared, or if indicated, kept private.

Such devices have several benefits. They provide a common base
for-discussing topical dimensions, thus focusing participants

R

into one's own behavior, ag well as the behavior of others.
They can form a planning basis for part1c1pan s who desire to
improve on a given dimension of . behav1or an instrument
has been widely used and results, (norms) ]1shed participants
can compare their results with other defi Zd popu]at1ons Or,
in the absence of such data, they may cgggare their results with
: other part1c1pants or with the total group averages.
The main caut1on in the use of such instruments is that ‘steps
be taken by the faculty to ensure that results or "scores"
are not misinterpreted. Faculty mugt be sensitive to the
reliability and validity of such instrumentssy and be able to
use the results of them constructj vely. Their meaning should
not be carried to extrepes. Rathler, the results should be used
mainly as catalysts or a springboard into-more concrete and
valid self-examination and insyght. These instruments thus
are tools, not ends in themse ves.
10. Audiovisual Materials. The/use of varied media should include
the incorporation of aud1oy1sua] materials if poss1b1e. These
techniques help to dramiggze 1nformat1on, sharpen "its presenta-

‘tion, and may enhance ledrning and recall because’they call
upon a wider use of the/senses. In this vein, for example,
f1]mskmay have greaten/1mpact than lectures. .

Aud1ov1sua] materialgs may be used for presentat1on or for feed-,
back to-participan In the presentation mode, one may make
'use-of films, filmStrips, slides, overhead or opaque projectors,
audiotapes, slide~tape combinations, or television tapes. In
the *‘feedback moge, videotape may be-utilized. That is, .

2 participants mgy be videotaped in the perfermance of an A
exercise, thep be given the opportunity to observe themse]ves
upon rep]ay ) .

-

Again, facu1ty should b sk111ed and exper1enced in a particular '

medium oy the technique of employing & medium. Nothing “is more _
dysfunctional than to distract an audience with inept use of
, audiovdsual modes. . : -
11. Selected Bibliography on Methods. While the faculty members who
are engaged to serve as resource personne] for the management
. workshop would be expected to have had exper1ence with the use

0f the different ‘educational methods, we thought it might be .

/ useful to, incorporate here a brief and selected bibliography-of
materials which proyide further insight and analysis of the
/o several methods brief y touched upon in the section just
conc]uded.‘}

/

tﬁwa?a—a~common—desep;prqvb framework. They allow for insights
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1970. . \ . L

Graham, Robert G., and Gray, C]1ff0rd F. Business games handbook New York

. American Management Associatiorn, 1969,

Greene, Jay R., and Sisson, Roger. Dynam1c management decigion games.: -
New York: Wiley, 1959, .
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SECTION IV

A -
QUALIFICATIONS OF DIRECIOR(S) AND‘VACULTY

. s

Program Directér Qualifications /

“ LI ‘. .

It is clear that in the offering of the type/ of workshdp described

here, ‘a crucial element in its success is the contribution made by
-the director(s) who serves during the coursg of the program as the .

resident manager of the woﬁishop. In some /instances, it may be oA

possible to engage as director, an individupl who combines competence - '

in mapagement with understanding and experfience in the application

of administrative techniques to information organizations. Some-

times, co-directors may be used to advantage. The authors of the

present report have served together in such a'mutually reinforcing
‘working relationship. One is drawn from management education

and-consulting, with academic preparation in’industrial psychology,

while the other is drawn from librarianship, with a business

management and economjcs education as well. f'
“The program director must be formally educated and bring experiencé

to his role. Even though the director is/not personally involved ,
_in offering each component of the programlehis familiarity with ’

the range of topics and with the teachingtechniques described

earlier, is essential to effective interrelation of program elements

and to working harmoniously with the faculty members who participate

by offering half-day or one-day programs ﬁn their field of expertise.

3 |

A :
The director-is also an ‘individual with.contacts and associations
in both the worlds of management and information, sensitive to- .
instructional methods and skills in group|interactions, and “

" politically and culturally sympathetic toiworking with individuals
drawn from wide geographic areas and culturally variable settings.
Moreover, such an individual will have thoroughgoing experience in
the’design of workshop programs and traiping seminars, for such .
offerings are more often than not fundaméntally different from
conventional academic courses. The program director must also -
serve in a faculty role and be knowledgeable and competent ih
several of the substantive areas' covered i thg\program. -,

{

'Faculty Members ' T 1 \n !
N & * ! ‘ -

One of -the-most strategic.eléements in assuring syCcess is the

selection of faculty members. Because of the need for variety in ~

approach and method, it <s advantageous to thposa individuals to i .

play teaching roles who bring with them skitli in, a range of -

different methods. This will lead to the type of interesting and L

necessary diversity in techniques descriibed qdm]ier. A primary ™

requirement is faculty members who are experiénced and skillful

in offering workshop instruction, who are able\to- interact and

relate to particlipants through the utilizationiand exploitation

of interactive teaching methods. In addition,'formal. graduate =~ -

university study in management or the behavioral} scfences which °

center upon organizational problems (social psyghplogy, sociology,

political science, or like fields are i]]&spratTye) would be a

necessary qualification ‘for any faculty mémber.l\Wpe personality .

of such a faculty meémber is suited to and\%ppropﬁdate for the ,

role of training of participants, so that they.will learn through. * °

practice, discusSion, exercises, cases, prdi]em sd@ying devices -

in short, through a Bigh degree of particip nt involyement. - : "-\

' N \\\ \‘\\w\ [} '
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It is always att¥active for the faculty group to be made up of
individuals drawp from a different.range of orientations, -
including scholarly work, management consulting practice,
practical administrative application experience, and academic
roles. But the paramount requirement-is for individuals sensitive
to the need to involve participants actively in .the experience.’
To be.assured.that-this.will take place, pregram directors and
progr#f’ planners must seek faculty members With successful
training or workshop experience, rather than rely upon university
faculty members or public administrators without this type of
practical training experience. ’

[N

.

Professional management traineys are a particularly valuable type
of faculty resource when they are available in a region. _Faculty
members Mmay also“be chosSen for their recognized understanding of
the political, cultural and organizational conditions in the
region: or country where. the program’is to be offered. By
identtfying these characteristics they may énrich a program by -
explaining important dimensions of the admjnistrative role which
would not be possible when. the faculty is Comprised solely of
individuals drawn from different regipns and cultures.

In the identification and selection of potential fécu]ty, it is
not sufficient to depend solely upon vita statements, but reliance

-must be placed very "heayily upon practical experience in workshop

-

situations. Moreover, it must bé made,clear-to potential
faculty that involvement and interaction methods, problems and
exercises, usefully serve as; the prime vehicle for enhancing
participant learning. Those ipexperienced or «insensitive to
such’ methods would then be less likely to play a role in the
program. XN

. . {
The question of how many faculty members, in addition to the program
director, constitute an idealsized group is.not easily susceptible
of resolution. Where a culture affords the opportunity of. .
employing a good numbgr of well prepared management trainers, a
larger number will obviously be agwantageous. Yet, the-coordination

of a lagger group calls for more/interactions and prior discusggon, -

as, well as effective  interlinking of the ingredients by the
program director. Only when a prggram is to be repeated several
times so that interrelationships can be improved and smoothed out

yover time, does the utilization of a large cadre of faculty

members prove advantageous. It.is probably more effective to
employ a faculty group of no more than five or so individuals in,
addition to the program directors.-To divide subjects too narrowly
(as for example, half-day assignments) leads to more complicated --
problems of maintaining program continuity and relationships., .
Of course, the local or regional situation will profoundly
influence what may be the ideal number of faculty participants.
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ARRANGEMENTS, FACILITIES AN?;PBOGRAM'AMBIENC;
-, /f. . $

. i -
A crucial component in the offering of the program iS the program
planning and arrangements which are managed by the host organiza-
VI : tion. It is necessary to distinguigh and to differentiate the

¢ - responsibilities of the host organization and its pgpsonnel  from
- . . those of the workshop director. The director must be centrally

' Q::cenned with Substantive’componqnts of the/ﬁ?agram,;inc]uding

=

aculty involvement and participant interaction. Tt is the
responsibility of the.local hostﬁ rganization to ensure the
. effective arrangements in advance of the program, and to see to
~ logistical.and ron-educationalagomponents., Many of the significant
. .questions regarding these matters- have been treated in anbther
. = UNISISIménual.3 =~ = S—— ' :
B

For the purposes of the workshop in management, it.is essenftial

N ‘that there be available a site which offers the participants a

- significant change from the usual environment of the workplace-

S and provides them with a personal ambience conducive to study,
relection and discussion, removed from the pressures ofothe
workaday world. This implies that the participants and faculty

“will be housed #n a setting remote from urban distractions,. and

- ideally, in an environment where there is attractive scenery and
serénity, as well as the opportunity for leisure time recreational
pursuits. Accommodations for participants should be comfortable,
well lighted and clean, and food arrangements should be consistent
with normal cultural and dietary preference.in the regign. Many
centers have been established in different parts.of the world:
expressly to satisfy such program requivfments, and management

&

workshops succeed most effectively when hey take place in such
settings. ¢ ’

Exceedingly important are the quality and the- versatility of the

instructianal spaces. ' For purposes of yariation in the workshop;

methodology, there must be the capacity for arranging furniture

3 flexibly, for moving into different size grdups, and for breaking

il . the larger group into smaller components to work “on problems apd
exercises. It is recommended that one main conference room b
combined with the availability of several other, smaller meg#ing

. . rooms. With this configuration, the total group can divide®into

- smaller groups wha can use the smaller rooms to work.

[

.

Moreover, appropriate equipment and materials, such as audiovisual, °
film and sound equipment, and overhead-projectors and screens !
_“should be easily at hand. In addition, comfortable seats and”
. . wiiting space, as well as adequate lighting is essential. .
: Temperature control perpitting & comfortable level is very much
. desfnsaj Assistance from center personnel .when specific needs
arise wjthout advance indication js also very jmportant. Flip
charts, marking pencils, ample supplies of writing paper and note-
y books fB?“pdrticipants.are needed, as is recourse to photocopy.
equipment for use by faculty and students when special requirements
Peeqﬁ¢%ﬁge met. e ) ' :

’
s 2

3Atherton, Pauline. UNISIST Guidelines for the Organization of
Training Courses, Workshops and Semindrs in"Scientific and Technical
- Information and Documentation, UNESCO, Paris, France, April 91975,
SC/757WS/ 29. . 35 - 5=

.
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The assignment of an indjvidual by the host organization to serve
as program coordinator to work with the direcfor of the workshop,
facilitates very much the-conduct of the program. Moreover, such

" an individual gains’ valuable experience through involvement in

program arrangements and interactions with the prpgréh director
and with faculty members, therer building experdience and
knowledge which may serve well in the future design, planning
and offering of workshops jn.the ‘region. B
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CREE L SECTION VI

o . " TREATMENT OF PROGRAM CONTENT

;'e A S ¢ . '

;?_, It pérhaps goes without saying that it is essential for there to

{Ee general agreement and understanding among aTl of those concerned -
ith the program (workshop director, sponsoring bodies and fagulty
- members) about specific content elements and responsibilities, in ~
y . order to plan and arrange an effective program. The director
normally will take responsibility for program design and subject
content, but program elements need to be clfarly understood and
) accepted by the sponsoring organizations. Furthermore, faculty
; *Eembers with responsibility for particular components need to

e apprised of the overall thrust of the program.and abdut all of
the elements of program content if they are to understand clearly
where and how their contribution fits. _Lt is for this reasen that.
distribution and sharing of information about the detailed program
elements and their .interrelationships, requires discussion, review
and acceptance as early as possible in the planning stages. While
the primary initiatives may be expected to be drawn from the
experience and perspectives of the director, fhe sponso ing bodies
and local and regional faculty members have a role to ﬁqay in
helping to shape the total centent and particularly,* the particular
sequence of subject presenta ion. - ,

which follows, is based upon some ten years of workshop experience
with individuals from library and information organizations in dif-
ferent parts of the world. It is a suggested outline and framework,

. rather than a rigid prescription. Variations are obviously ossible
based°upon local or regignal needs and conditioned by.the availability
of effective faculty contributors. Moreover; the sequence suggested’
is recormended, but not inviolate, Since there may well be need

[ for variation in the order of presentation and coverage of the
particular topics because of faculty scheduling problems.

The content and program elements outlined hereafter, and further

elaborated in the basic and extended bibliographies which have been

selected as supportive of these'elements is built upon the reasoning
- ' provided earlier in this account - a concentration upon human and

B2kavioral issues. The program is arranged in iogical sequence.

The topical subject matter outline is supplemented by a"basic

bibliography of recommended readings on each subject. These are’

followed by extended bib¥iographies. The extended bibliographies .

offer participants further selections which are designed to 1ead
the user more deeply into the literature of the subject. As
indicated earlier, the propensity of faculty members will vary as -
to the need for reading to precede or follow a particular session.
s . But the selections offered complement the subject outline, and -
serve as an important gupplement‘to the rest of the workshop
. * materials. o '
1 ' . R . « -

A. Illustrative Workshop Outline - ' ' oY

The outline for the worshop over a two-week period which is provided
hereafter, arranges.the topics covered in a proposed sequence '
which has proved effective in earlier offerings.

» L
.t

3

&

-
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. : The propdsed topical out]ine for a workshop of two weeks duration e
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: FIRST WEEK

RL ST

°

Morning ¢ Afternoon
L R X
.—.v,,",\"'.ﬂ‘”“ L - -,' ¢ “ A
Monday -Role of the Administrator in Role of the Administrator
Complex Organizations _’_in Complex Organizations
% <y

1 N . i s . . ®
Tuesday Organization Structure: Desiga| Organization Structure:

N ) and Dynamics * Design and Dynamics

»

o

i

Hednesday

Managing for Motivation and
Productivity

(" 02
Py

. ,,gi‘ .
Managing for Motivation and
Productivity

Thursday Managerial Leadership Performance Appraisal and-
o Development of Employees
Friday . Establishing and Imp]ehenting. - Establ.iskefy and Imple-
"-Objettives menting Objeetives
~ ) '4‘
g N4 ]
-“ ! ’ )
" . SECOND WEEK
Vat'
Morning - Afternoon
o Monday Group Problem Solving and Group Problem Solving and
- DichSQjon Leadership 2 + Discyssion Leadership
L) —
Tuesday Financial Anaﬁysis, Planning ~ Financfal Analysis, Plan-
and Control ning and Control
| Wednesday | Financial Analysis, Planning Financial Analysis, Plan-
b and Control ning and Control '
- ) =
!Thursday Managerial Decision Making Trends and New Directions
{ in Information Organiza-
L¥ tion ‘Administration
-Friday Workshop and Open Forum - Workshop and Open Forum
| | ' |




. .
< 3 »

It will 'be noted that the topical outlines are in most cases rather
detailed and extensive. This does not suggest that-it is either ~
possible or recommended that faculty ocver all aspects of a
topical outline. Critical decisions W11 have to be made regarding
how much of an outline to cover in the course, and what emphases
are to be made. . ., o

.

Faculty may desiré‘ to rewrite-or prepare their own.outlines,
drawing from those that follow, for final distribution <o
participantss n this manner, participants will not feel as if
less than what was intended was covered during a particular
session. Another alternative is to.include a cémplete outline,
orient participants as to which aspects of it are to bercovered,

¢

and recommend how participants might pursue other topics on the
outline at future times. This latter approach is recommended, for
it gives the participants a more thorough overview of topical
areas and encourages further study and self-development. .

N
' /‘/
P ) .
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1. THE:ROLE OF THE ADMINISTRATOR IN COMPLEX ORGANIZATIQNS

I.. OBjectives of the Session o

IS
&

1. The transition of the technical functionary to a managerial
role ) ’
Conceptualizing tasks,and opportunities of the administrator
The comparative nature of the administrative process
Exploration of values, (personal and organizational)

The limits of perfect decisions - balance between idealism
and opporitunism . .-,

Identifying the managerial role of the information organiza-
tign administrator .

-

. Topical Areas Introduced

pu—l
o
»

Bureaucracy and its characteristics
Leadership styles
Decision-making“strategies
Organizational dynamics a.",
Formulation of objectives ~
Sgogram planning and deve]opmfnt

Q

OO~ WhN

ntrol and reappraisal
Assessment of results’
. *Authority systems

Financé and budgeting control
Com%hnﬁcations
Political cdénsiderations
Innovation
Professionalism

_— )
LW —O

N

3

. 'BASIC BIBLIOGRAPHY

Wasserman, Paul and Mary Lee Bundy, eds: Reader in 1ibrary€3dministration.'
Washington, D.C.: Microcard Editions} Books, copyright 7968, fifth
printing 1974. 404 p, '

Introduction, p. xi-xii .
" Understanding Ordanizational Beha@ior{'p. 41.
Introduction to Bureaucracy, p. 43
The Decision-Making Approach, p. 63
Organizational Dynamics, p. 95/ LY

The Search for Rationality, p. 123 d
Formulation of Objectives, p. 125 o
Controlling and Reappraisjﬁg, p. 147 .. =
Assessment of Results, p. 1§Z

Blau, Peter M. Bureaucracy in/Modern Society, p, 44-45
(s

Hutchins, Rob&¥t M.  The Adwinistrator, p. 326-334

i

ORGANIZATION STRUCTURE: DESIGN-AND DYNAMICS . ' =
I. Key Factors in the Process ‘of Organizing

A, ~ Hierarchical Concerns o \

R -

1. fhe concepts of auth(ity and influence
2.. <Scalar chain principles .

41
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_ ORGANIZATION STRUCTURE: DESIGN AND DYNAMICS

A

. 3. The complexities of delegatton,
4. Problems in unity of command - .
5. Models for the determination of span of control”
6. Managerial progression and the Peter Principle
7. Managerial personality and organization design ]
8. Centralization-Decentralization issues ~<
9. The organization as a federation . -

10. Line and staff interactions and dynamics

B.. Horizonta](cnd Diagonal Concerns

1. Specialization and the division of labor
2. Creation of meaningful jobs o ’ -
3. Integration of individual’s and organization
4. Contributions of role theory: Role sets and the problems
- of role conflict and ambiguity. . -
5. Departmentation alternatives: Advantages and disadvantages
of alternative approachés

6. Work flow and the "form follows function" concept

"7. Responsibility versus authority dilemmas
8. Multiple memberships and the linking-pin concept

* 9. Mechanisms for coordinative efforts

Managerial Issues in the Organizing Process

1. Formal versus informal organization: A necessary distinction?
2. Hierarchy and shape: F]at versus tall organization structures
3. Intergroup relations? ? problem of coordination and

the management of conflic
4, The issue of permanence vérsus temporariness of structural

o components

5. The managerial attitudes toward organ1zat1ona] complexity
- and diversity
6. The.flexibility of organization structure Issues in
bureaucracy

Modern V1ews on Organization Design

! ~
1. Assessment of the organizational environment: Human,
institutional, and teechnological

2. Orggnizational boundaries and the bouudary spanning roles s
3. New venture management: The organization and the =- - .
.. entrepreneurial- function
, 4. Structural adaptation :
5. Diversity and appropriate flexibility levels
. 6. The differentiation- 1ntegrat1on requirements R
7. Special rgl\s and structures in coping with uncertainty
and change
8.« Program and project management
9. Management of the task force
10. Committee management
11.

Personnel accountability under the multiple role system

~. ‘L
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S 1. Blau, Peter M. Bureaucracy iﬁ process. In: Bureaucracy in modern
gt society, p. 45-67. New York, Random House, 1956 127 p.

2. Delbecq, Andre L:; et al. Matrix organization: A conceptual guide
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New York), June 1967, p. 1-47. '
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patterns of management, p. 104-117. New York, McGraw Hill, 1961.
279 p.

7. Miner, John B. Bridging the gulf in organizational performance.

Harvard Business Review (Boston, Massachusetts), July-August 1968,
" p. 102-110. ’ )
© B . {

8. Seashore, Stanley E. G}oup cohesiveness in the industrial work group:
Summary and conclusions. , In: Group cohesivepess "in the industrial
work group, p. 97-102. ‘Ann Arbor, Michigan, University of Michigan -
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9. Thompson, James D.; Tuden, Arthur. Strategies, structures and
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10. Walker, Arthur H.; Lorsch, Jay W. Organization choice: Product vs.
function. Harvard Business Review (Boston, Massachusetts),
<+ Noevember-December 1968, p. 129-138.
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.. MANAGING FOR MOTIVATION AND PRODUCTIVITY

" 1. Motivationally Based Outcomes

. The nature of outcomes to'achieve
Productivity indices
The nature of satisfaction at work
N1thqrawa] symptoms: Tard1ness, absentee1sm, tu over,\
; grievances and grumbles
5. Learning and.growth
* 6. - Commitment and sensitivity to the organization
7. Relationships among criteria of effectiveness

’

PN -
g

II. Approaches toJﬂotivation: .Theories and Practical Implic

4 1. Needs, drives. goals, dissonance: ActiVated behavior .
' X 2. Needs theory as applied to work . . \
i 3. - Goal Theory: - Aspiration level and the value of feedbac K
| 4. Operant theories: Determinants of behavior and behavior
‘ modification ’
. 5., Equity and dissonance. theories
M\ 6. Two factor.theory: Characteristics and basic issues
7. Expectancy theory:~ Basic model ;
8. Expectancy theory: Extended model ' a -
9. Managerial interventions in the expectancy mode1 «
10. The diagnostic pogture: Search for and”identificatiop of _

causal factors . , = .
& * -

I1I. Opportunities and Limitatidhs\in Manaderial Strategies , .

“1. An essential: Acceptance of the power of self-eSteem .
2. D1agnost1c postures and the concept of individual differences °
3. Differentiation between, the context and the content of work
4. The pervasive power of the work group: Norms, sanctions, and
, rewards - . _;
5. Key elements in task design -* - . o
6. The role of superv1s1on and leadership sty]es
7. Managerial decision-making for use in participative, ]eadersh1p
8. " Task design: Monotony, fatigue, and activation theory |
9. Task design: Opportunities for” job enlargement and enrichment
10. What many workers expect from. the.organization - :
(a) role tlarity
(b) consengus en expectations .
(c) opportunity to perform ¢
g (d) support -
(e) feedback . .
(é) rewards ’ %
IV. Some Special Problems ’ . / /

L

1. Managing disciplinary problems
2. Dealing with the problem worker

- 3. Managing the high performer . .
4, Dealing with change ..

a) : diagnosis

b) participation .
c) exploratory posture L
d) '
e)

L3
Syl

1mp]ementat1on and evaluation
rev1s1on

o4 o
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Po&gr, Authority, and Inflduence ) o

. The organization sett1ng » Hierarchy and siatus considetations

. Traditional-legitimate authority -

3. Referent power .

4, -Coercive power . . g, - -

5. Persuasion .o G, -

6.: Expert power o ]

7. An-integrating concept? Probability of changing\behavigrs of
consequence

8. Limitations of overreldance an power and authority

9. Acceptance theory' of power and authdrity -

Key Assumptions About Peop]e .

Aut tarianism versus authoritative )

1.
2. Theory ¥ versus theory Y \ ,
3. Humap relations vaersus human resoutces
4. Eupsychian assumptionis
5. Close versus general supervision N .
6. The fallacy of the expectation for organizational loyalty
7. Trust and the nature of responsibility assumption
8. Ro]e stress and the use of primitive mode]sgg ,
Leadership Dimgnsions and Styles \\\\
. ' 1

1. The autocratic-democratic issue . \\\\ B
2. Choosing a leader strategy . AN
3. Two-dimensional theories o R

(a) Task versus péople” e o

(b) Initiating structure versus cons1derat1on ,

-(c) Managerial grid styles ‘
4, Tell, sell, or problem solve b ) o T
5. Four-factor theory :

(a) - Support

* (b) Interaction fac111tat1on ’
(c) “ Goal emphasis .
(d) Work facilitation .

6. Decisions about participation
7. Participatory skills
8. The potentials for leadership tra1n1ng

Sityational Theory ' T .
1. It all depends on the situation

(a) Position power ~
- (b) Task structure )
(c) Leader member relations
‘Leader personality: The Least Preferred Co-worker score

LPC and performance of the group: Interaction with situation
favorab]eness g :

wmMn
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Path-goal theory
Traits or skills:
alternatives .

6. The diagmostic posture ¢
\ 7. The “form follows function” principle and implications for
i work -group processes- and effectiveness
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e

1. Purposes and Key Issues in the Appraisal and ‘Development Process

' N
LR

4 A. Purposes ,.°
~ . ) s o \
1. Administration of -rewards 3
- 2. Facilitating appropriate behavior 7 ~
v . . 3. Assessing deyelopment and training needs
v 4 Ma1ntaﬁnﬁng organ1zat10na] yiability . .

s : - (a) beop]e acress positiong (placement, transfer, promot ion,
‘ special assignments)
(b) Tasks across people (responsibilities, work flows,
L processes and procedures) ¢
° ( .
o . 5. Regu]ar manag1ng and mon1tor1ng of job performance

<

Ve B. Some Key ISsues

1. Iptegrat1ng appraisal and deve]opment into related
‘organ1zat1on sys tems . '

) 2. The need for multiple subsystems - .
3. The critical importance of timing - "
4, Differentiating evaluative and consu]tat1ve role requ1rements
- ) II. Characteristics of Effective Systems . . s T
) A. Validity and Reliability o 0 S
1. Meaégres based on job analys ‘ p
2. Evaluation compatibility with e management system . :
4 3. Iden¢1f1cat1on of evaluator prob . '
(a) Halo ' //’//( L,
(b) Leniency, severity, and centra] tendency /////
N {(c) Irresponsibility L . /////
- ) (d) Assumption of inappropriate roles . :
(e)" Lack ef training o ) s ‘
- 4% The concept of reliability - /,///
o . (a) Rubber-yardsticks VA _ ‘
. «(b) Interrater agreement / . .
- /-
’ B.. Important Cqmponenf' / :
. / o L
. " 1. Equity BN X e | .
VA - 2.- Reducing the suvprise element  * oy - '
. 3. Proyisions for feedback [ . -
4. The critical necessity for discriminating between employees
. 5. System flexibility and susceptibility to change
6. \Opportunities for appéa]
7. D1fferent objectives require different processes N
8. Timing: JThe "when" of appra1sa] and development -
9. Role of staff support units ’ SN
10

. The key to an appnqpr1ate}system: The management process | -




*" PERFORMANCE APPRAISAL AND DEVELOPMENT OF EMPLOYEES

"¢ I11. YBasic Decisions About System Design ' S

1 -
A. Participation-at all Stages: Estabiishment, Review, and
.o Improvement !

i3 . . M ¢

B. Choosing the Basic Codes @\the System

1% Criterion deve]opment N
s < 2. Compatibility with the management process
. 3. Common vs. unique data R
4, Deciding who evaluates ¢ N
5. Timing of various processes
» ‘ - t -
v C. Training Needs Analysis -
) - D. Policy and Cdordinating Commiqiee§
‘ E. Implementation S , .
F. Review o ) . ‘
G. _Updating the System ) -
. AY .
IV." The Appraisal and Development Discussions
A.- Preparation
1. Gathering and reviewing relevast information
2. <Evaluation of information
i 3 Spec1f1c examples of incidents
‘4. Predicting subordinate's feelings and beliefs
' 5. Deciding what to accomplish . ‘
v s e 6. Scheduling the meet1ng Advanced not1ce mutua] unlnterrupted
. t1me
B. anduct1n§ the Disclssion :
B 1. Critical opening statements ) , o,
2. Friendly vs. threatening atmospheres
. 3. Getting the subordinate to talk
4. A critica] distinction: Tell, sell, or problem solve?
) . -5. Does sapdwiclfing work? | N
_ ‘ 6. L1sten1ng skills ~ < Co
7. “Helping skills !
i 8. Subord1nate acceptance and the probab1]1ty for change
o » A4 N 5 7
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6. ESTABLISHING AND IMPLEHENTING’UBJECTIVES

Personal and Organizational
The Nature of Human Values

Contrasting and Explaining Human Va]ue Profiles (theoretical,
economwc, aesthetic, social, political, re]1g1ous) '

The Effect of Values on Organ1zat1ona] Strategy
Mechanisms for Understand1ng and Effect1ng Congruence between
Individual and Organ1zat1ona] Asp1rat1ons

1. Se]f analysis
2. Appraisal of others
3., Organizational purpose and survival

1. Organizational Objective Formulation

-

A. The Objective Formu]at%on Process

-

B. Components of Organizational Strategy

Market standing

Inhovation

Physical and financial resources

Concept of profitability in 1nf0rmat1on organization
Other determinants

C. ~The Time Period of Objectiye Setting and Review

‘D. Balancing Objectives and Estéb]ishing and.Organizational Agenda * .
III. The Process of Manag1ng by ObJect1ves
ﬁ ;A Start1ng at the Top .

Strategic planning sessions
. « Key responsibility areas
Ind1v1dua]rd1v1s1ona1 preparatory work
Schedu]1ng\§§2ar§te meetings .
InstitutionaMizing facilitation roles
. +The need for training at the outset

4

Balancing the App;bach

1. Organizational attainment
2. Individual achievement

3. Developmental values

4, Evaluative needs

. -
1
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ESTABLISHING AND IMPLEMENTING OBJECTIVES

. /
Y . . . ¥ \
E: . III. The Process of Managing by Objectives -(Contd.) ' p -
C. Characteristics. of Objectives
. 1. An input-output model -
: 2. ObJect1ves as end-results v T *
. " 3. Thé concept of measurability - v
g ~ “ 4. The nature of constraints L ‘.
: 5. Standards of ‘performance B
6. The commitment process
7. Attainability and challenge
‘ . 8.. Role conflict and ambiguity
" 9. " Types of objectives: Creative/problem so]v1ng, routine/
g . maintenance, personal/developmental B
: D. Work Review and Appraisal . ‘
. . ] o
1. Individual feedback and réviews
2. Unit review meetings
v 3. Conflict and control
4. Budgeting and control
. " 5. The need for documentation
. 6.  What to look for in measurement
, (a) Quality vs. quaptity .
) S (b) Number of objectives - Y
) (c) Difficulty, challenge, adaptab1]1ty .o
‘ *(d) Efficiency criteria *° <,
(e) Coordinative-cooperative act1ons ,
fL, A E. What Every Good Manager Wants Clear '
» ) A
) ‘1. What's expected
' 2. Consensus: Agreement to proceed
3. Freedom and resources to ach1eve
4. Feedback on progress
5. Reward for accomplishment

§
Supplement to Qutline

I1Il» F. In addition, two films issued”ﬁy BNA Communications, 941 de

- Coverly Hall Road, Rockville, Maryland, are shown to advantage
. : before the session. ,Each has a running time of approximately
20 minutes: . . .
b | 1. Management by Objectives - narrator, John Humble
. 2. Defining the Manager's Job - narrator, John Humble
‘ . . 3 ‘

o, .
N _
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11.
12.

13,

14,

15.

16.
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R T A “Why Improve Your Skills? P 1 .

¢ s

- L The nature of groups: Ever-present and a]] .pervasive -
. w . 2, Natural forces inhibit effective decisions
: 3. Groups get more ‘effective results the second time around
) 4. Trained groups make more effective decisions than untrained’
. groups ‘
. Y v 5. The behavior of the grou“eader is unique.and critica] to | .
, group success x . X
* . B. A Simplified Problem- So]v1ng Mode1 RY - .
. . < )
E , 1. Stating the problem . ‘ o
2 2. Alternative solutions ' - ¢ : .o )
i 3. Hypothesized outcomes .
o~ ¥ * 4. Criteria for eva]uat1ng a]ternat1ves . {
- 5.7 Solution choice \ - )
W , 6. What const1tutes effect1vene§%7 .
~ II. Where Problem-Solving Usually Fai]s
. 1. Problem definition ’ C
: . 2. Premature, insufficjent alternatives » ,
N 3. Conservative, unfeasiblé solutions - . \ -
e, 4. Assumed outcomes ) -
. 5. Combinations not. estimated Z . \
o 6.. Poor criteria ]
- 7. Implicit criteria . - R :
SR 8. Failure to deal with d1sagreement . )
. '\ 9, Hasty solution development .
. 10. Evaluative constraints . . . ;
. ., 11. Failure to use creativity techn1ques )
) 12 * And many more! :
g ' I11. Effect1ve.Dec1s1ons and Solutions _ .
- 1 Components” of effectiveness: Quality and aéceptance . - e
Lo 2. False assumptions about trade-offs '
' 3. Deciding when to use a group )
: . 4. “Achieving quality e
. 5. Achieving acceptance o C
i IV.” “Risks in Using Group Problem-Solving. _ , "
:S:' N - . 9 )
o 1. When you don't believe in it )l PR S
; 2. When you're uneasy about your skills .
£ 3. When you can 't assess the time demands .
4. When yol,have'a solution in mind
¢ 5. When the group rejects involvement in the decisjion . [
6. When the group lacks the motivation and skills : o
' ’ 7. MWhen-the group wants more
4 8. When the group reJects an effective so]ut101’
Lo V. Guidelines for Leadersh1p.1n Group Problem-Solving .
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9. MANAGEHENT DECISION MAKING N

A

m»m.«.g .:-’ ¥
iﬁ . Dec151on Mak1ng in the COntext ‘of Informat1on Organlzatlons

A. Psychological Determinants of Decision Behavior’ ) ' .

- T, Analysis of profit motivations and aspirations st .
: "% 2. Profitability for whom and over what time span |
e £ . 3. Measures of organizational success S o
. S - 4, Patterns of mtivation of administrators - role behavior, .
o “-human needs and strivings, the organizational culture, ~

i compet)twon penalitigs and rewards, etc.
B. Decision MakIﬁgHin the Context of the Information Organization -
Consideration of Such Crucdal Areas As:
1. Selection and co]Tectlon development
2. Technical services and app]1cat1on of techno]ogy
. 3. Maké or buy, build or rent, and like decisions
- 4, Services to clients - real_cliefits._and potential clients v
Je
5

Decision options and goal formulatioitr-
Case 111ustrat1ons of effective performanCe _ ’
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) . - -

<

1. Bundy, Mary Lee. %;Degision making in Mibraries. I1linois Libraries
' (Sprlngf1e]d I1linois), vol. 43, December 1961, p. 780-793. °
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2. Katona, George. Business mot1vat1oﬁ*f In: Psychological ana]ysi% of
economic behavior, p. 193-213. New York, McGraw-Hill, 1951, 347.f;)

3. Mann, Floyd C. ‘Milliams, Lawrence K. Observations on dynamics of a
change to e]ectron1c data processing equipment. Administrative
Science Quarterly (Ithaca, New York), September 1960,.p. 217-256.

4., Simon, Herbert; A, Fact and value indecision-making. In: .
T Administrdtive behavior: A s tudy’ "of decision-making processes in
administrative organization, 9,44%460 New York, Macmillan, "1957.
259 p. . (Reprinted in Reader 1Q§I1brary adm1n1strat1on, p. 78- 89 3
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IO TRENDS AND NEW DIRECTIONS IN INFORMATION ORGANIZATION ADMINISTRATION

{
<
3 [

%%@m*'}}w wém%‘m\.a P a»wvz P N .
. I. Theoretical Analysis of the Change Process

' 2 w -
- A. The need fzt change and the conditions for change
‘ ‘ B. - Changing occupations' and organ1zat1ons
« C. Revisions of ideology (following Thomas Kuhn' s, The Structure of

Scientific Revolutions, University of Chicago, 1962)

Dynamics of change - psychological and soc1o]og1ca] characteristics
Bureaucracy and professionalism as change issues

Strategies for change - 0rgan1zat1ona] structure, values, the ro]e
: of the catalyst, the temporary System, rate of change

[ > G. _Leadership role and respons1b1l1ty - fongs and style, behav1or

i
¥
Mmoo

v

~g&§ Character1st1cs of the Real Organ1zat1ona] Worl1d of Infonmat1on

A. The library and information adm1n1strator pefSon1f1ed - a profile .
based upon empirical, research ,
B.. The influence of profess1ona] gducat1on and literature
C. Governmental, economic and instPfutional influences - nat%ional
« programs and policy, the profit-making sector, consu]t1ng groups,_

mb/' . effect of other disciplines, the changing scene in publishing
» . ‘(conventional and advaiced forms) professional associations
- (rational and international)
I11. Toward Leadership for Change o
A, New Prototypes - . . \
. 1. New organizational groupings - by .type of organizationy by -

. geographic area; by function; by subject; all encompassing
designs  «

2. Revising the educational . design - exper1ment1ng with new
professional roles; the technical laboratory; educational
regrouping

g : 3. New institutional responses - case illustrations
. Ya, ining new roles - the subject expert; the detached
, information worker; the advocacy role
IV. The Agenda for Changing the*Leadership of®the Di§cip]ine
A Profe551onai1sm . . ‘
B. Education and intellectual requisites
C Shap1ng a new breéd of information personnel
D Prototvpes, models ‘and exemplary 1nst1tut10na1 performance
- o
- ) _ L BASIC BIBLPbGRAPHY
;Q::,‘ ” Lo N . ~~
’ . = cClelland, DKV1d C. Entrepreneurial behavior. In: The achieving
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512 p.
3 . é: Wasgserman, Paul, Eng1neer1ng _change 1ﬁ‘T‘b hip: From revised
i - . “®  paradigm to prototypes for the future. L1brary es (Baton

- Rouge, Louisiana), March 1972, p. 30-60. “\\\\\\\\\N\\\
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“11. WORKSHOP AND- OPEN FORUM'

- , e
N . . T K
N -

-

>

- ¢

< .

_The day will be given over o case d'iscuss'ion, special 'problems,

review and evaluation, and bsing the management tec‘.hniques‘in the pa'rti—l

‘cipants' ﬁome organizaiions. See Seg};ion ITI F. £§, (Workshops for

¥ h > -
Transfer to Home Setting) for further discussion. . . ,
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31

¢ T
. POST "SEMINAR CONCERNS

the on-site and home applications_ of the lea ihg experience for the

participants.. To the extent that the offering is successful, the workshop

will have cond1t1oned the thinking of the participants to adapt their

behavior from those of purely technical information personnel to a self-

perception as manager. .This implies not only a cons1deqat1on of identi-

fication and .role responsibility, but a revised vi@wpoint of the : i

continuous learning progess, if one is to build upon.and enhance his or her,

competence as effective superv1sors This is the final test of the program -
|
\

In the f?pa] day of the workshop, atten% on begins to shift toward

the degree to which it does in fact succeed im adapting and modifying

both the attitudes and the behavior of the participating administrators.

To the extent that the program succeeds, the participants will be or1enfbd
to new sources of knowledge and information and recognize their need for
furthering their techn1ques and skills of administration. In this sense, _
the workshop serves as a prelude to a continuing education (in either a
formal or continuing learning infbrmal context) for those who -have undergone
the exper1ence and this pattern should continue so lTong as the individual
remajns responsible for managing the information organization.
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